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argue, for example, that too much planning and detailed guidance in crisis management "narrows the vision /…/ rather than expands it" (p.376). Another example of such "new" thinking about crisis management is the idea of action-nets, developed from neo-institutional theory. According to Czarniawska (2009) , such thinking helps us to move away from asking the classical question (in crisis management) of who is responsible during the crisis, to asking what needs to be done and how can it be achieved in relation to the nature of the crisis. Can such a "new" approach help us to illustrate and analytically discuss how and why organizations practice their on-line strategic crisis communication practices? Therefore, the primary aim of this article is to analyze and examine the use of the Internet as a vehicle in strategic crisis communication in the light of "classical" and "new" paradigms, so as to better understand crisis management and crisis communication. The study also aims to present the results in terms of a model approach for the future understanding and discussion of the practice of on-line strategic crisis communication. There is a need for research leading to a more comprehensive model approach; one which describes and explains how organizations practice on-line crisis communication and why they do it as they do (see also Jin & Liu, 2010) .
The analytical work in the study uses abductive research logic (see, e.g. Dubois & Gadde, 2002) in which the prevailing concepts for understanding crisis management help us to begin asking questions and making comparisons concerning the current phenomenon of crisis communication On their web sites, the companies offered frequent updates about flights, and they communicated their crisis process simultaneously to various audiences. Perry, Taylor and Doerfel (2003) searched for more general knowledge about the use of the Internet in strategic crisis communication. Their survey study showed that a majority of the organizations (54%) had turned to the Internet and their own web sites to communicate during later crises. But they also showed that most organizations still tended to prefer traditional one-way media tactics as their "best practice" of crisis communication, despite the new opportunities offered by the Internet for interactive and dialogical crisis communication.
Other early research on the subject was performed by Taylor and Kent (2007) and González-Herrero and Smith (2008) . They searched for "best practice" in crisis communication that includes the Internet. Based on a seven-year longitudinal study of 175 crises and 100 organizations, Taylor and Kent (2007) argued that successful practitioners should transfer traditional tactics to web sites, incorporate innovative tactics such as two-way interactive communication, and use the Web to communicate the organization's view of the crisis.
González-Herrero and Smith (2008) analyzed how Internet-based technologies could help companies to prepare for and act during circumstances of crisis. For example, in the planningprevention phase, they argue, companies should consider publishing their crisis manual on-line, draft guidelines for responding quickly to web-based rumors, and provide guidelines for any internal web-based communication. They also recommended that companies should update their media monitoring strategies and use the Internet for issues management so as to detect and avoid crises before they happen.
Another common research question is how organizations exploit the Internet's capabilities for interactivity and dialog in crisis communication (or two-way symmetrical communication, according to Grunig's Excellence-theory). For example, Fjeld and Molesworth's (2006) study analyzed how senior public relations practitioners viewed the Internet as a vehicle for strategic crisis communication based on Grunig's concept of two-way (idealistic) symmetrical communication. They concluded that PR-practitioners seemed to realize the Internet's potential to support an (idealistic) two-way symmetrical crises communication even if they in "real life" crises preferred to use their organizations' web sites as one-way communication tools. In practice, the public relations practitioners used the web with the aim of quickly disseminating information and trying to take control of the crisis content. Conway et al. (2007) also identified a gap between the general attitudes and opinions of corporations regarding the use and potential of the Internet and their own use of web sites in crisis management (both as a tool for two-way communication during crises and as a tool for signal detection and monitoring of the environment to prevent crises) and the current situation in business practice. They concluded that practitioners did not utilize the entire estimated potential of the medium.
There is also research in this area that to a higher degree is devoted to the web 2.0 logic of blogs (e.g. Liu 2010; Sweester & Metzgar 2007) and social media in general (e.g. Muralidharan, Dillistone & Shin, 201; Shultz, Utz & Göritz, 2011; Veil, Buehner & Palenchar, 2011) in strategic crisis communication. In particular, these studies have focused on the impact of social media users' perceptions of crises that have occurred. Sweester & Metzgar (2007) , for example, analyzed the impact of blogs on relationships during a crisis. Their primary findings were that those who read blogs, both personal and organizational, perceive a lower level of crisis for an organization than those not exposed to blogs. In an experimental study, Shultz, Utz and Göritz (2011) examined the effects of crisis communication strategies via media such as Twitter, blogs, and traditional media. Their results are in line with McLuhan's motto "the medium is the message" when they argue that the medium seems to matter more than the message in crisis communication. They assert that the presentation of crisis messages via Twitter "led to less negative crisis reactions than blogs and newspaper articles" (Shultz, Utz & Göritz, 2011, p. 25) .
Another growing subject in crisis communication and social media is the question of what is happening to classical ideals and norms of crisis management and crisis communication, as crisis managers face digital-age expectations concerning instant communities, cross-border timeless networks, and relentless connectivity (e.g. Eriksson,in press; González-Herrero & Smith, 2010; . For example, Eriksson (in press) argues for a need to redefine the conceptual strategy in on-line crisis management and crisis communication, because in today's social-media crisis-communication landscape, effective strategy is more about crafting strategy than implementing it. Inspired by Mintzberg's (1987) well-known view of the concept of strategy, Eriksson asserts that effective crisis communication in the on-line environment "seems not to be about senior crisis and/or emergency managers sitting in the office dictating successful courses." (in press) Instead, it is more about "experienced and involved crisis communicators who improvise in close relation with the material at hand" (Eriksson, in press ). public relations model (see, e.g. Deatherage & Hazleton, 1998; Grunig 1989) ; conditions derived from general systems theory, cybernetics, and scientific management (Gilpin & Murphy, 2008) .
A newer approach to understanding and practicing crisis management and crisis communication can be found in social constructivism (see, e.g. Weick, 1988) , chaos theory (Gilpin & Murphy, 2006 , and neo-institutional theory (Coombs, 1995; Czarniawska, 2009) . For a more comprehensive overview of this broader "new" approach, see e.g. Falkheimer and Heide (2010) and/or Robert and Latja (2002) . Neo-institutional theory, as an example of this "new" theoretical approach to understanding crisis management and crisis communication, argues that crisis managers and their organizations always attempt to incorporate norms from their institutional environments to gain legitimacy and stability in times of crisis. According to neo-institutional theory, it is possible to find a specific organizational isomorphism in every place and movement, which is caused by institutional pressures and expectations. To survive, organizations must adapt to these institutional expectations because the isomorphism determines what actions and structures that are legitimate and necessary in various situations. Based on the idea of action-nets developed from neo-institutional theory, it is possible, according to Czarniawska (2009) , to move away from asking the classical question (in crisis management) of who is responsible during the crisis, and instead ask what must be done and how can it be achieved in the unique context of the crisis. Czarniawska (2009) argues that crisis management is a question of ongoing organizational activity in which new -but fragileaction-nets, comprising both internal and external stakeholders, are continuously being formed.
Classical network theory assumes that it is the actors who are communicating that create relationships, see, e.g. Scott (1991) . The idea of action-nets is the reverse; relationships and different communicative activities are what create the involved actors and the organizational expectations. Instead of focusing on the actors who should formally handle the crisis, the theory of action-nets focuses on activities that lead to the institutionalization of fixed action patterns which shape "new" (but fragile) actors in the crisis management work. Czarniawska (2009) argue that organizations often prepare for crises by drafting plans and outlining strategies for action. But once the crisis occurs, according to Czarniawska, crisis management is more about improvising and building relations through situation-specific actionnets. This idea demonstrates the urgency of avoiding organizational tardiness in crisis management and crisis communication practice. The idea also reveals the importance of focusing on the unique needs of the crisis rather than organizational structures and pre-planned areas of responsibility in the crisis management work. Czarniawska et al. (2009) are not, however, the first researchers to emphasize the important role of improvisation in an organization's crisis management. Weick (1988) , for example, has proposed similar theses for a number of years, based on his social constructionist perspective. Falkheimer and Heide (2010) and other researchers in the field of public relations and strategic communication have tried to transform such "new" theoretical views of crisis management into core practice. They argue that too well-rehearsed plans and measures pose potential problems for crisis management, even if the handling of crises must be based on a specific, fixed, but slightly more flexible, framework. Therefore, this "new" practice looks to improvisational theater to find an ideal practice of crisis management (see, e.g. Finch and Welker, 2004) . In improvisational theater, the ensemble exits the stage having achieved good results without direction. "Improvisation expands participants' abilities to perceive and reduces the need for intense and specific scripted preparation" (Finch and Welker, 2004, p. 192) . Therefore, the "new" practice often revolves around several crisis communicators working in a network instead of a single spokesperson. Another feature of this "new" practice is that achieving total control and a completely unified message in strategic crisis communication is seen as a utopia. It is also typical that the organization's crisis management training is not conducted for the purpose of testing predetermined crisis management plans. Instead, the aim of the training is to get used to chaos and unpredictable patterns of events. There is a growing need to abandon fixed plans and instead develop the crisis management process in symbiosis with the unique crisis at hand (see also Falkheimer & Heide, 2010; Gilpin & Murphy, 2006 .
Methods and Materials
As a preliminary analysis of how and why organizations practice on-line crisis communication, this study is designed to develop some tentative concepts and/or models using qualitative abductive research logic (for an explanation of abductive research, see, e.g. Dubois & Gadde, 2002) . A necessary part of developing these models was for there to be interaction between the empirical observations (the qualitative interviews) and the prevailing concepts in crisis management and crisis communication (Layder, 1993) . Such prevailing concepts, for example, from Gilpin and Murphy's (2006 ) and Czarniawska's (2009) theories of "classical" and "new" paradigms for the understanding and practice of crisis management and communication in general, are therefore essential to this study. These concepts are of assistance when making comparisons and beginning to ask questions, and serve as a "guideline when entering the empirical world" (Dubois & Gadde, 2002, p. 558) . The ambition is to develop tentative concepts/models by utilizing in-depth insights into empirical phenomena and their contexts in relation to the prevailing ideas and previous research on the subject. After the interviews were transcribed and compiled, themes were extracted from the material using a bricolage methodology (see, e.g. Kvale & Brinkmann, 2009; Miles & Huberman, 1994) . The analysis of the interviews started with listing similarities and differences between the various respondents' experiences of on-line crisis communication, with the aim of finding new categories and concepts concerning the subject which could possibly be presented as models. In the presentation of the results, meaning is condensed (see, e.g. Kvale & Brinkmann, 2009 ). The empirical material is primarily used to provide brief illustrations of the extracted models.
Models for the Understanding and Practice of On-line Strategic Crisis Communication
Using abductive research logic, and based on the interplay between the study's prevailing concept, the empirical material, and earlier research on the subject, five tentative descriptive models have been developed for the practice and understanding of organizations' strategic online crisis communication.
On-line Crisis Communication as an Additional One-way Channel
The first model for on-line crisis communication identified in the study is based on a one-way view of communication involving the dissemination of information via prepared web pages, blogs, and/or on-line pressrooms (see also Taylor & Perry, 2005) . According to the model, the work also involves the use of Twitter feeds as a complementary one-way channel in an organization's strategic crisis communications (see also . Specific features of the model are that its adherents believe that: (1) the Internet has created an additional crisis communication channel through which the organization can quickly publish its own emergency and crisis information without going through the media "gatekeepers"; (2) 
On-line crisis communication as an interactive platform and hub
This approach to practice highlights the Internet's function as an important archiving tool in strategic on-line crisis communication. Web pages with crisis information can here be seen as the organization's memory of the crisis -regardless of time and geographical distance. This is similar to a function of knowledge management, which Wang and Belardo (2009) argue generally plays an important role in effective crisis management. The possibility for the organization's own employees as well as external stakeholders to access the published crisis information that they need, when they need it, contributes to this role. This approach can be found in several of the cases that the respondents have worked with. One example is a major chemical accident, during which the emergency services had to declare a curfew for more than a day in one of the larger towns in Sweden. In this case, a small editorial board of communication officers worked together on the municipality's web page. The page became an important part of the crisis management activities, serving as an interactive hub where a great deal of emergency information was published and stored. There were several reasons for this, including: (1) the messages on the web page concerning the crisis were linked to and republished by several on-line newsrooms and public authorities; (2) the municipality's own staff who answered citizens' questions by telephone used the page as their source of information.
Even the staff at the municipality's telephone exchange and many of the municipality's own officials used the page as their primary source of information during the crisis (see also, Ingrid
Friberg, Samhällsinformation AB, 2005).
This model is based on "classic" crisis management logic according to which a unified and central message delivered by the crisis management team is optimal. Here, the archiving function is expected to help the crisis-managing organization to take control of the crisis's internal and external information flows and to contribute to an overall picture of the crisis.
On-line crisis communication as a palpus
On-line crisis communication as a palpus is about using the Internet as a tool for signal detection and monitoring of the environment before a crisis occurs. Heath (1997 Heath ( , 1998 showed how online databases, web pages, and other on-line sources can be used in such work, work that Heath Overall, on-line crisis management is constructed as a palpus and/or as a tool for issues management in a "classical" crisis management perspective. Briefly put, the logic of issues management and infodemiology is based on cybernetics, with searches on the Internet helping the organization to adapt to, and avoid, the explosive development of risks and crisis issues. Gilpin & Murphy (2008) argue that the work that distinguishes such methods is systematized and the main goal is to reduce uncertainty and inconsistency and to enhance predictability and control.
On-line crisis communication as networks
In this model, one use of the Internet is to support inter-organizational, time-and locationindependent crisis communication between predetermined actors, for example, to resolve a crisis requiring action from geographically dispersed social agencies, company divisions, and/or units. According to this model, different types of web-based crisis response systems are often involved in the internal and/or intra-organizational crisis management work, systems which are "orchestrating the communication between all parties involved in handling the crisis, by allocating and managing resources, and by providing access to relevant crisis-related information" (Kienzle, Guelfi & Mustafiz, 2009, p. 1) .
Several of the respondents in the study give examples of how the Internet and other webbased systems have been used as tools for such networks. For example, a crisis communications officer at the regional level, who worked during a major winter storm in 2005, tells how the emergency management system, KRISAM, was activated in order to provide "fast, coordinated and accurate information" to all involved actors. Through the system, representatives of various affected municipalities in the county, including the police, county administration, and county emergency center, could exchange progress reports to support each other in their crisis management and assist with the provision of external emergency information to the public. According to this model, this type of on-line crisis communication takes place between predetermined actors who have been formally designated as part of or responsible for the crisis management of the type of crisis which has occurred. They are usually well prepared for their task and the system is specifically designed for these actors. Therefore, the network-oriented logic is not very flexible, apart from its using the Internet's time-and-space-dissolving capabilities for faster, archived communication between predetermined parties. In this way, management do not determine who can communicate in the social media and become crisis management actors. Instead, the work develops based on the unique requirements of the situation and the users. The crisis manager who embraces the model is partly trying to break away from the classical idea of crisis management by allotting less importance to predetermined crisis management plans and preferring loosely coupled systems and improvisation through social media.
According to the model, crisis communication is about trying to support and exploit the potential of ICT to build instant communities adapted to the customer's/citizen's and one's own organization's often situational communication and information requirements in a crisis. The rationale stems from the fact that in the digital landscape new, important, but uncontrollable "actors" are often created during crisis management, because social media enable people with similar interests, opinions, and needs to unite and organize quickly and independent of location (see, e.g. Wigley & Fontenot, 2010) . Thus, the crisis communicator who works according to the action-net model partly breaks with classical management logic, in favor of the "new" way of conducting crisis management and crisis communication.
Concluding discussion
The five models developed in this study illustrate the diverse practical and theoretical aims and press rooms, social media, and mobile applications in an increasingly sophisticated and interwoven fashion (see, e.g. Avery, Lariscy & Sweetser, 2010; Waters, Tindall & Morton, 2010) . Based on this trend, and these discernible models, it is apparent that the major challenge facing crisis communication practitioners in an increasingly sophisticated and interconnected online environment is to understand the underlying management logic related to the entire range or mix of ICT-based instruments at their disposal when communicating in a crisis. This is especially important in order for the various components of the ICT palette to interact in the best and most effective manner in crisis management practice.
There are many indications that the strategic crisis communication practitioner who is engaged in the complex on-line crisis work of today and tomorrow, including internal and external communication (from a strategic communication viewpoint), is exposed to a mental struggle between the "classical" logic and the "new" logic for understanding and practicing crisis management and crisis communication (see also Eriksson, 2013) . This struggle becomes even more visible, for example, when on-line crisis communicators, in one and the same crisis situation, use a combination of an organization's "every-day" web pages, web-based crisis management systems, and social media. On the one hand, these practitioners seem to improvise and interact with their surroundings to a greater extent than before (especially through the use of social media). On the other hand, they are still influenced by ideals that advocate centralized decision-making, control of information flows, and detailed crisis management plans using the Internet as a "push tool" by the ordinary web and different crisis management system. As an illustration of the conceptual struggle between the classical and new perspectives on crisis communication, Wigley and Fontenot (2011) argue that "crisis managers must learn to deal with reporters' use of citizen generated content while also leveraging social media to control their organization's message during a crisis" (p. 377, italics by this study's author).
A further conclusion of this study, which is important to emphasize, is that there is a tendency to "loop" the application of the various approaches and practices discernible in the study, with the organization applying different models over time during one and the same crisis.
When a crisis is considered to be of sufficiently serious character and intensity, there is a tendency for the organization's on-line crisis communication to return to a practice characterized by a more control-focused and centralized classical logic of crisis management, a finding consistent with earlier studies of crisis communication and the web (see, e.g. Conway, 2007; Fjeld & Molesworth, 2006; . One possible explanation is that the more serious the crisis is considered to be, the more responsibility is placed on functions with particular crisis management responsibilities, functions which usually have strong roots in the classical view of how to handle a crisis. Classical management logic will likely continue to strongly influence the practice of strategic on-line crisis communication, even though social media and the "new" integrated character of the social communications landscape appeal more to the "new" perspective on crisis management in which control and centralization give way to an increasing interest in improvisation, flexibility, and support for the creation of situational actionnets.
Finally, it is important to point out that none of the models presented are normative in nature; all are descriptive. As shown, each model is linked in varying degrees to the interactive and communicative characteristics of Internet media; but the degree of interactivity, two-way communication, or action-net creation in the model -as a measure of efficiency -is not considered, something that seems to have been done in many studies in the field. Based on this study, the advice for the practitioner or business seeking the most efficient model for on-line
